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The challenge to manage chance 


1-1 The report indicate! that the main chailente (acme ih, a— 

emphasis on deuiled •dminisu.iion to «n .ctSu ^ > ‘ m ’ Cn ' “ to movc from « over- 
of leadership will be required to enable the service in "V*"** 111 ® ** serv,ce - A new style 
community and to support elected members in »„ Wlth P wem * *»d d* 

strategy. promoting the council's social and economic 


department. T^e^XI^^L^e 1 ^ m ^*«nent tasks facing the 

<o clwify iu values and policy purpose, 
to develop the processes of management 


to design an appropriate organisation 


2 Clarifying values and mtrosEs 
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development of policy It “ ““ «****““ “ to coherent 

of mission which clarifies its' main * "“-toment 


2 2 Th*** main values, which should be discussed widelv wiit. 

community forums, are set out below in 3 categories P * TenU - * ch ° o1 bo « r <** «nd in 


Values of educational purpose 
^ equality of opportunity 


2 personal growth 

3 equal opportunities in an anti prejudice society 

4 community education and development 

5 citizenship 
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I The challenge to manage change 
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1 Ilie man agement tasks which have been iriennr a 
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Where possible, such change* have 
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Values of learning quality 

at 

1 learner centred 

2 breadth and balance 

3 coherence and integration 

4 relevance 

5 active learning f 

6 continuity and progression 

7 formative assessment 
Values of educational management 

1 open management 

4 2 communication, consultation and participation 

3 partnership 

4 efficiency and effectiveness 

5 public accountability 

The management task for education is summarised as being H to clarify its understanding of 
emergent values ... and communicate them clearly throughout the service as well as to 
parents and the community**. 


3 The mocess or strategic management 

Strategic management is about carrying policy objectives into practice in accordance with 
dear priorities. Clarity of purpose allows delegation of decision making to an appropr iate 
level whereas lack of clarity leads to centralisation and lack of initiative. 

A central aim must be the development of a process of strategic policy planning. This will 
require attention to be paid to the 8 aspects set out in the following sub- sections. 

3.1 A learning department 

If the department is to manage change on behalf of young people and the community, it 
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of the service and the broader community. Once a statement of mission 
has been approved, therefore, it is intended to distribute it as widely as 
possible. Discussion of the statement will figure in the department’s 
staff development plans for all categories of staff. 

It should be noted that the education committee has already approved a 
concise statement of overall curricular priorities which have been issued 
to all schools. Discussion of these priorities has figured extensively in 
staff development programmes. In the same way fundamental statements 
of the council’s overall objectives, such as “Social Strategy for the 80s”, 
have been continually discussed at meetings of senior staff and through 
the in-service training programme. 


Steps have already been taken to increase personal contact with the 
public at senior officer level. This process will continue. However, the 
introduction of school boards will inevitably focus much public attention 
at this level. Accordingly, a major share of the task of communicating 
the department’s purposes and values will fall upon head teachers. Head 
teachers have been made aware of this responsibility and, through the 
school board training programme, are being equipped to discharge it. 


3 The process of strategic management 

3.1 A learning department 

Guidelines are being developed to assist staff in immediate contacttwith 
the public, eg counter staff in education offices. An appropriate 
programme of in-service training will be provided. 

1 

‘Managing Progress’, the authority ’s policy statement on the management 
of its schools, outlines how two-way communication can be established 
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must learn from those who will be affected. This will involve: - 

a) giving easy access, including access to buildings, 

b) encouraging staff to adopt an open attitude towards dealing with the public, 

c) improving communications. 

Improving communication in turn implies giving appropriate attention to such matters 
as sensitivity and clarity in notices, letters and telephone style, establishing a 
welcoming atmosphere and taking steps to discover the needs and preferences of the 
community through surveys, listening to outreach staff and involving the public in 
understanding the work of the departine*^ It is suggested that a "service day" should be 
t uted to re vie w how pro cedures and practices a rc actualfy serving the public ] 


I 


3-2 Capacity for research and information 

The department requires access to good information on needs, key issues, the 
provision of services and performance. j 

It is essential to develop an integrated information service which will be a key part of 
the proposed policy planning branch. The work of the information service will include 
development of performance indicators. It will require to establish close ties with the 
research section of the chief executives department. An appropriate investment will 
need to be made in new technology. I 
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with teachers. Die policy will be extended and adapted to include other 
staff, such as those working in the community education, careers and 
psychological services. Greater integration of the sernces of the 
department (see later) will help such staff to influence policy. It should, 
however, be noted that school teachers are required to maintain close 
contact with a very broad cross-section of the community and their 
contribution to improving communication should not be under-estimated. 

The public will become more directly involved through the working of 
school boards. 'Hie participation of elected members and department 
staff in the boards will assist communication. Steps have already been 
taken to inform staff, particularly head teachers, of the council’s policy 
towards school boards and of their own role. The department will be 
fully involved in the training of parent and other elected members of 
boards. 

3-2 Capacity for research and information 

Steps are being taken to merge the existing research & intelligence 
section with the computer section which has developed the Strathclyde 
Education Establishment Management Information System (SEEM1S). 

It is intended that the new section should be concerned with the provision 
of management information on a broad basis. The section w'ould require 
a genuine research capability and a budget to allow it to commission 
work from outside research agencies. A departmental library will be 
organised. The section will also be responsible for the maintenance and I 
updating of key statistics. An officer group will produce detailed ' 
proposals by June 1989. 
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33 Policy analysis and budgeting 

The value of Che existing SEEMIS scheme is commended. This scheme will require to 
be further developed so as to establish policy budgeting as the financial expression of 
the authority's priorities. 

t 

t 

I 
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3.4 Strategic chokes and development planning 

The department should prepare a development plan. This plan will be derived from 
plans drawn up by each sector. The plan will require to include - 

t) Guidelines which clarify and elaborate the key dimensions of policy to be 
j implemented. 

b) Mechanisms for unplancn 1x0011 which set out the procedures, operational 
systems, organisational arrangements and sources required. 

c) \ programme for implementation which sets out the timing and the targeu to 
be achieved. 
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An officer group has been set up to work on performance indicators. It 
will build on work already undertaken eg through the ‘Responsive 
College’ programme. In addition discussions have taken place with the 
Centre for Educational Sociology with a view to mounting a joint 
research project on school performance in the region. The outcome of 
such a project would significantly affect t he design of future p erformance 
indicato rs. It is intended that proposals for an initial set of general 
indicators should be completed by June 1990. 

3.3 Policy analysis and budgeting 

Strathclyde Education Establishment Management Information System 
(SEEMlS)will be integrated with the research and intelligence section. 

It has already been agreed to set up a pilot for Local Financial Management 
(LFM) of schools. It is considered that establishing an effective system 
for delegating substantial financial and administrative responsibility to 
individual establishments is the most important single task currently 
facing the department and this work will be given the highest priority. 

The experimental work already undertaken on policy budgeting gives 
cause for encouragement and may lead to a wider application of this 
approach. In view of the importance of good financial information it is 
suggested that responsibility for this work should continue to rest w ith 
the appropriate assistant director, at least until a new headquarters 
structure has been established. Detailed discussion will take place with 
the department of finance on this matter. 

3.4 Strategic choices and development planning 

It is accepted that the department should prepare a development plan in 
order to ensure the regular identification of key priorities with an* t 
indication of how these will be attained against specific timescales. . 
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33 Developing a culture which values staff and communications. 

Su£f must understand the dm* of the department believe they are valued and are being 
appropriately turned, and work as a team. ^ 

Attainment of these objectives depends upon:- 

•) establishing equal opportunities as a central priority in job advertisements 
selection procedures and in staff development programmes. 

b) improving communications, for example through seminars, policy bulletins, a 

tervice newspaper and enabling managers to communicate personally as well 
is formally, 

c) team buildmg. for example through the use of multi-disciplinary projects and 
the establishment of "action learning sets" (»e groups of managers). 

d) initiaring a programme of staff development which includes induction and 
regular training and is based upon an appraisal scheme conceived as a 
positive process of personal development. 


I 
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Direc tor's Proposal i 


3 J Developing . culture which vnlues a«ff and cnnimnnictioni 

Discussions have already taken place with all senior s[aff on the future 
woriunj ethos of the department. This messagt will be further relayed 

through normal communication channels such as meetings with headsof 

servnes head teachent, principals and others. The report 'Sex Equal, ty 
in the Educate,, Semcc’ deals with the issue of equal opportunities m 

ft!' ‘u P °"- A " cqual team is ta Ute process 

o nig established to carry forward the recommendations of the report 

At officer level I papers are being prepared to extend this policy to other 
employees of the department. 

j 


The meetings of the senior management team have been transformed 
into a senes of seminars on major topics. Similar seminars are also being 
offered to other key groups of staff such as heads of sernce, head 
teachers, pnncipals and to the teachers’ sideof the JCC. Discussions will 
be initiated with the public relations department concerning the possible 
issue of policy bulletins and/or a service newspaper. 


The existing structure ofmeetings of education officers will be developed 

inline with the recom^dajionsc onceming team build ing The value 
ot mulu disciplinary projects is noted. 

Proposals have been prepared concerning staff development in the 
directorate. A working group will develpp.associated proposals for a 
onnalscheine of appraisal. In the light of experience, these arrangements 
^ljlbemend edto otherprofessional staff. This work will be undertaken 
in close consultation with the department of personnel services. ♦ 
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3.6 Performance review, quality assurance and public accountability in the 
search for excellence. « 

The department must monitor - 
learning achieved 
standards set for learning 
quality of services delivered f 
impact of policy on practice 
satisfaction of parents and the community 
satisfaction of pupils and students 
use of resources 

At present there is a lack of systematic evaluation in the department. It is, therefore, 
necessary to:- 

a) introduce a systematic and open approach to monitoring staff performance, 

b) encourage all managers to be concerned with quality control, 

c) implement a formal scheme of appraisal, 

d) facilitate self -evaluation in schools and colleges, 

e) consider setting up an inspectorate, and 

f) develop performance indicators for use both at departmental and individual 
institution levels. 

Such an evaluation should be seen as central to Lhe wider process of accountability to 
patents and the community. 

3.7 Further development and use of SEEMIS 

SEEM1S has an important idle to play in developing a comprehensive and coherent 
approach to performance review. 
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3.6 Performance review, quality assurance and public accountability in the search 
for excellence. 


It is agreed that there is a need for much more systematic evaluation of 
the work of the department and of individual establishments. The first 
step will be the development of general performance indicators (see 
above). 


Proposals have already been produced for facilitating self-evaluation in 
schools. Discussion and formal piloting of this scheme is being pursued 
through the teachers’ JCC . 

Proposals will be put before the ed ucation comm ittee by June for the 
establishment of a small inspection unit on a pil ot basis. It is not 
considered practical to staff this unit solely through the mechanism of 
extended secondments of experienced head teachers. Consideration is 
now being given to involving a substantial number of head teachers in 
institutional evaluations as part of a planned programme of senior staff \- 
development and management training. The inspection unit will, 
however, require the services of a limited number of permaneni staff. It 
is proposed later in this paper that the inspection / audit function should 
be associated with the provision of management information in a 
“Quality Assurance Unit” which would be managed direct !y In a depute 
director of education. 

3.7 Further development and use of SEEMIS 

The further development of SEEMIS is essential to local financial j 
management and to the development of an appropriate information ' 
service. Proposals are made in section 3.2 above. 

i 1 
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3 A The cycle of strategic management 

A found cycle of strategic management is required- The cycle would provide the 
appropriate balance between responsiveness and control. It is suggested that a definite 
timescale for planning throughout the year should be established and observed. 
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Developing thi organisation 
4.1 Designing the organisational framework 
The current organisation suffers from;- 

a) the absence of strategic management, 

b) confused and over -elaborate bureaucracy.and 

c) a lack of local responsiveness 

To remedxJhese defects it will be necessary to:- 

a) establish the function of strategic management at HQ, 

b) establish a tier of operational management at divisional level, 

c) clarify die relationship between HQ and divisions, and 

d) strengthen the area tier and the relationship between areas and institutions. 

The first task is to establish the function of strategic management Management tasks 
can be categorised as "strategic** or "operational**. 

S trategic Operational 

overall aims policy implementation 

policy planning infra structure eg 


communications 


finance 


L 
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3.8 The ejele of strategic management 


The model for promoting responsiveness and control through a system 
of strategic choice is accepted. 


Ins considered that an over-formal planning cycle may not be appropriate 
to a department responsible for 1 ,500 establishments of widely varying 
ty pes. However, a budget planning cycle is already in operation and 
consideration is being given to which aspects of the proposed cycle can 
be most appropriately implemented at an early date. 


4. Developing the organisation 
4.1 Designing the organisational framework 

The analysis of existing strengths and weaknesses is generally accepted. 
It is agreed that it is essential to establish the function of strategic 
management at headquarters and that of operational management in 
divisions. 

i 

The general division between strategic and operational management is 
also accepted although in practice complete separation cannot be achieved. 
It is inevitable that ultimate responsibility for the functioning of the 
service will rest with the director of education (and the senior depute 
director) and this responsibility will extend to operational as well as 
strategic concerns. Furthermore, it is important that the task of policy 
planning should be informed by the practical considerations of operational/ 
management and the continuing involvement of divisional staff in policy 
formulation is, therefore, as the report acknowledges, essential. 
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guff development 
quality control 
corporate management 

member support 
public accountability 


* property 
supplies 

client support eg 
welfare 
attendance 
psychological service 
careers 

♦ 

employee services eg 
recruitment 
training 

industrial relations 
institutional support eg 
school boards 
curriculum development 
advisory service 
in- services training 

The following strategic management functions would then become the responsibility of 
headquarters 


i) Policy - 

supporting the Committee in developing values, priorities and strategic 
objectives 

developing regional policy guidelines 

ii) Strategic Planning - 

producing the Education Development Plan 
managing the annual cycle of planning 
providing an information service 
policy budgeting and capital programming 
ail- a alien of cost centred budgets 
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*TliE IMPLICATIONS Ok THE MODEL PROPOSED BY THE CONSULTANTS* 

\ J " 

The atiemoito achieve the clearest possible distinction between strategic 

and operatio nal managem e nt lies at the heart of the rNL.OGOV proposa ls. 


to whi ch such a distinction can be made. If the proposed streamlined 

headqua rters is to function as intended as a policy planning u nit, itmust 

he_ju.xeptetl-.thal — in allJsut thx ri)Aa..ffitrj?4Ukin:il-^rcmiistaiices- 

ttaponsihility for operational management .will.rcst at divisional level 

The consultants* report clearly states that there should be no line 

mana^eaiefit relatiunsliip bei^een.headuuaners deputes and divisi o nal 

education officers - divisions being accountable in management terms f 

onbuto the director and seniordepute. for-moai.araaii.aJ, purposes the f 

df-risinns of divisional education nfficer.x.warking within regional ^ 

-policy, will. iheir.fore-beiinaL„This implies not merely a greater level 

atTesponsihiliiy and autonomy, at diYisional level bm also greater scope 

for implementing policies in a manner which is.sensitive.to local needs 

mi ia„ therefore, likely. m.^,aorQss. the, region.. The separation of 

operational and strateg ic management will clearly involve changes in 

the wavs in which elected members officers of the council and cmsiite 

hodics communicate with the. department Such commun ication will 

inc reasingly take pla c e thro ugh divisional staff, Unless all of the se 
imputations.. are I nlly-acceptcrL a. satisfactori-distin ct ion Jactwcca 

.operational and strate gic managementcannot bemadoand the pro posed 

structure would not work. It is. therefore, essential that the de partmen t 

should be given a clear indication of whether or not the implications 

mentioned above are accep te d, if they, are not accepted- it wi^ l be 

necessary for 1NL0GQY to produce a r a dically different m anagement 
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developing a capacity for paying specific grants 

&) Quality Assurance - 

« 

monitoring policy implementation 
reviewing educational performance 
reviewing financial performance 
promoting good practice 
developing a central inspectorate 

iv) Personnel - 

♦ 

developing management systems 
appraisal 

managing staff development 

v) Public Accountability - 
learning from the public 
accounting to the public 
public service 

4.2 Divisions 

The size and diversity of the region together with good management practice make it 
in advisable Tor the operational management of the service to be centralised at 
headquarters. An intermediate tier is, therefore, required and this should involve 
adjustments to the existing divisional structure. Steps should be taken to respond to the 
acknowledged problem of managing Glasgow. The report recommended dividing an 
enlarged Glasgow division into 2 making the necessary adjustments to the boundaries 
of Lanark and Dunbarton. An alternative proposal is to reorganise the management 
structure of the existing Glasgow division. 

The functions of the division would then be as follows:- 

i) Policy Implementation 

identify mg good practice 
contributing to policy generation 
preparing die divisional de\ clojmeni plan 



The proposed division of functions between headquarters and divisions 
is broadly agreed. However, there are areas where greater clarity is 
needed, for example between the strategic function of planning staff 
development and the operational function of providing in-service courses 
and other developmental opportunities. The strategic function of 
headquarters regarding industrial relations is not sufficiently 
acknowledged and should form a major part of the remit of the depute 
director with responsibility for personnel matters. A modified structure 
foi headquarters with consequent amendments to the proposed remits is 
suggested later in this paper. Die proposed pattern of remits is no w being 
developed in detail and recommendations (including implications for 
staffing at all levels) will be formulated by June 1989. 


42 Divisions 

The case for divisions of equal size is not persuasive, particularly as no 
account is taken of the position of Argyll and Bute. At a time when local 
government as a whole is under considerable pressure and the future 
credibility of the education service will be carefully scrutinised by 
school boards, the diversion of administrative energies into a redrawing 
of divisional boundaries and consequent changes in channels of 
communication and administrative arrangements for individual, 
establishments would be extremely ill-advised. In any event, as the ' 
report acknowledges, the strengthening of the institutional level may / " ' 
mean that divisions have no role’beyond the medmm tenn It is, * 
therefore, suggested that no action be taken with regard to alteration of ' v 
the divisional boundaries in the Glasgow area but that a major internal 
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playing ihe principal role in ensuring effective implementation 
advising regarding ihe distribution of the budget 
it) Institutional S upport - 

I staffing, including industrial relations j|* 

y JfeTdvisory service 

cumculum development f 
guidance 

supporting teachers and head teachers in developing the quality of provision 
providing staff development 
monitoring quality 

running the education resource service 
clerking school boards 
Hi) Infrastructure - 

property, accommodation and supplies 
iv) Client Support - 
admissions 
recording 
careers 

welfare and attendance 
suspensions 
youth/ adult 
psychological service 

») Services to Ihe Public - 

information and reporting 
promoting the service to the public 
complaints and queries 
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review of support services in Glasgow division be undertaken to ensure 
\ the availability of a service responsive to the demands of the public and 
\ of elected members. It is proposed that the position be reviewed in the 
light of experience of increased devolution to institutions, perhaps after 
a period of two to three years. 


The small size of the Argyll & Bute division creates something of an 
anomaly within the education department’s structure. There may be a 
case for considering the position of Argyll and Bute_division. It is 
recommended that careful consideration should be given to this matter 
at political level. 


The consultants’ report envisages a considerable transfer of administrative 
tasks and operational management from regional headquarters to 
divisions. Over the next few year* will also be an even more , 
substantial transfer nf workfrom di visions to individ ual institutions. In 
the shorter tenn, the task of establishing effective systems for local 
management of schools and colleges will itself impose additional 
workloads both at headquarters and in divisions. It follows, therefore, 
that there will ultimately be a redistribution of admim stratiye_supporL 
staff from education offic es to individual establishmen ts. Even in the 
short term some movement of personnel from headquarters to divisions 
is both necessary and possible. During the period of transition to a 
system of local management, however, it is essential that divisional 
offices should have the staff necessary to carry out the enhanced 
medium-term role foreseen for them by the consultants while : also 
developing and putting into place the structures that will be needed in the 
longer-term. 
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There would be t need for clear line management arrangements between divisions and 
headquarters. The divisional education officers would report to the director through the 
senior depute (see below). The DEO would not report to deputes. The deputes would 
give leadership with regard to policy development and the DEOs with regard to policy 
implementation. Deputes would be supported by groups of seconded divisional staff 

f j 

f 
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So far as directorate staff deployment is concerned, it is considered more 
important toestablish a divisional structure which bears some relationship 
to popular notions of community and avoids ill-timed administrative 
disaiption than to create a structure which would allow for identical 
patterns of education officer remit. The focus should be upon providing 
each division with a sufficient allocation of directorate staff to meet its 
particular needs, taking full account of the demands. imposed by the 
concentration of social and economic deprivation in the Glasgow area. 
The consultants, in recommending the splitting of Glasgow division, 
accepted the need for a substantial increase in directorate support in that 
area. With a more modest increase of support itisfelt that the continuing 
pressures on Glasgow and Lanark divisions could be alleviated. It is, 
therefore, recommended that the complements of the Glasgow and 
Lanark divisions should be larger than those of the other divisions. 

Ills essenti al that div ision al education officers shou ld be a ble to dep loy 
Jtheirstaffs in afkxib le manner. The requirements of the School Boards 
(Scotland) Act and the implications of a future movement towards local 
management indicate a growing need for personal contact between 
members of the directorate and educational establishments. In 
determining the deployment of their senior staff, therefore, divisional 
education officers will require to give some prominence to this “pastoral” 
role. This will be particularly necessary in the case of the larger 
divisions. The divisional education officers for Glasgow and Lanark 
have, therefore, given consideration to the manner in which the suggested 
increased complement of directorate staff might be used. Appendices 4 
and 5 indicate briefly the type of structures which are envisaged for 
Glasgow and Lanark divisions. It should be noted that these scherrtes 
represent exemplars rather than definite proposals and that DEOs must 
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43 Areas and Institutions 

I 

The counterpoint to the development of a strategic management capacity At I 
headquarters would be the establishment of strong areas And institutions. 

In order to strengthen the individual institutions, Strathclyde should take the 
opportunity of the establishment of school boards to shape this development in a way 
that accords with its own policies. 
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retain the freedom to redeploy their staffs within agreed establishments 
as needs change. 


The report recommends that divisional education officers should be 
responsible to the director and senior depute and, in effect, suggests a 
parity of status between deputes and DEOs. This arrangement is 
considered entirely appropriate provided that the role of headquarters in 
relation to operational management is reduced to the bare minimum. 


There is considerable merit in seconding divisional staff to assist 
regional deputes. Proposals have been produced for the use of secondment 
as a mechanism of staff development and these will be implemented in 
such a way as to provide the required level of support at headquarters. 
Consideration has been given to the pattern of administrative support 
that will be required both at headquarters and in divisions. Definite 
proposals will be produced for discussion with personnel services once 
decisions have been taken about the future pattern of directorate remits 
at headquarters. 


43 Areas and Institutions 

So far as is consistent with preserving a regional policy framework and 
maintaining efficiency, jhe maximum level of devolution of powers to 
school bo a rds should t a ke place . The pattern suggested in the report is * 
agreed as a general starting point. These will be built in to the pilot 
project for LFM suggested above. 

. k 
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t c ‘- Scho ° l lKmds wiU 

following powers:- ltlon * ihey should be given die 

appointment of staff 
promotion of staff 
virement of resources 
consultation with the are. officer regarding lettings 

i) the establishment of community forums 
u) conferring a grant giving<ap*% on forums 
“') •Ppoinhng area education officers. 

The community forums could take two form, rv, , . . 

lhC edUC ‘ Ul0n ‘ CrVKe - wilh « upon comniunity afocation deve lopment ^ ^ 
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direct ors Proposals 



- b s n ; h 0 a f ‘^r, a wh t ^ 

-wo* ot r as zt be , prcvided * a 

educational mailer andKSffons of such ro I primarily an 

no, t* rclaled purely ,„ educatn i 

concerned with the of Ihe educau 0 n^!L , a rc P°" 


“ ‘WV** basis for future devd^r*p^*™“ ' P T! <fc 

character. These proposals win h* 0 ? Partnerships of a more flexible 
1989. P ^ ** submmed <° committee by An, nun, 


Of locSLc ^^age^r P dl nnleWO ? ** ^ ^"-isnaiion 
upon Ihe **« P> ^ 

ausges, dial, for some pumosetll na a r Boards Aa >»"> 
and Us associated primary *1, olds wiLI^.* P °^ a scco " da O school 
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Consultants’ Recommendations 


t 

5 Designing the management structure: organising for strategy and quauty 

T 

A variety of forms of organisation could be set up. However, the most appropriate would be 
one organised around strategic values and management functions. These could include:- 

policy planning 
performance review 
learning quality 
community development 
equal opportunities 
renewal of learning 
continuing education 

At present die department has a widely differentiated pattern of organisation. Thus, pre-five. 
FE and community education are managed in different ways from schools. These 
distinctions impede strategic management and good communication. 

Accordingly. FE and pre-five should be integrated with headquarters and divisional 
structures. Community education should cease to exist as a separate service and become a 
"guiding perspective" although its constituent pans - adult education and the youth service - 
would be formally constituted al divisional level while general services lo the community 
would be die responsibility of divisional and area levels. 
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first instance, appointments should be made purely on a pilot basis and 
where proven need is established. 


At this stage such a need can be seen to exist in each of the special 
initiative areas of Drumchapel and Easterhouse and may well arise in 
Castlemilk and Ferguslie Park. 


5 Designing the management structure: organising for strategy 

AND QUALITY 1 

i 

It is agreed that the department should primarily be organised around 
strategic purposes. The emphasis placed in the report on integration of 
the various branches of the service is considered entirely appropriate. 
Accordingly, the eventual full integration of the pre-5 service into the 
divisional structure is agreed and detailed proposals are now being 
prepared. 

The community education service should be integrated more closely into 
the mainline work of the department. A member/officer group has 
already been set up to review the community education service and steps 
will be taken to ensure that those involved in the group are made fully 
aware of the implications of the consultants’ report. 

Further education presents somewhat different issues in that there 
already exists a satisfactory management structure with a strong 
strategically-planning centre and a limited number of strong institutions. 

It should be noted that this structure is warmly commended in the 
consultants’ report. The interposing of a divisional tier would not be 
considered helpful and might lead colleges to believe that they an^’over 
governed’ and lo seek to sever their links with the authority. It #>, 
therefore, recommended that the essential features ot the existing 
arrangements should be maintained in the short lean. 
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Consultants' Recommendations 

Proposab for Headquarters 

The management structure at headquarters should emphasise three strategic purposes 
and processes: - 

1) Education in the Community 

2) Learning quality 

3) Policy planning 

♦ 

Two separate models for the structure of the directorate are put forward. In model A 
there would be a director, senior depute, and six deputes/assistants. 


In model B there would be a director, two senior deputes and seven deputes/assistants. 

(The diagrams setting out these structures arc contained in appendices 2 and 3.) 

Model B is the recommended model and the only one developed in detail in the report. 

The structure of remits is set out below in abbreviated form. 

Director overall responsibility for 

education in the community 

responsible for the director's 
public service unit 

Senior Depute (learning quality) - quality of provision 

equality of opportunity 
curriculum 
assessment 
guidance 



Proposals for Headquarters 


It is agreed that the structure at headquarters should reflect strategic 
purposes, giving particular emphasis to learning quality and policy 
planning. However, it is not felt that either of the proposed models would 
allow for a sufficiently clear distinction between the respective roles of 
headquarters and divisions. 

In view of the fact that the learning quality dimension is best sub-divided 
on sectoral lines and the policy planning dimension on functional lines, 
a good case can be made out for model B, including tw o senior deputes. 

It is understood, however, that this is unlikely to prove acceptable. If this 
is indeed the case, it would not be possible to adopt either model A or 
model B in its original form. In any event, the mixing of functional and 
sectoral responsibilities would be likely to perpetuate some of the 
existing confusion which the report rightly criticises. 

For these reasons it is felt necessary to propose an alternative model for 
headquarters remits which, while still adhering to the broad principles 
set out in the report, would serve to emphasise more clearly the 
distinctions between strategic and operational management and simplify 
still further lines of responsibility and communication within the 
department. j 

Apart from discharging the ultimate responsibility of the director for the 
service as a whole, it is considered that the only ope ra tional functioty 
which should be directly undertaken at headquarters is that of “quality 
assurance’’. It is, therefore, recommended that a Quality Assurance Unit 
should be established being directly accountable to a depute director » • 
The unit would be responsible for monitoring perform c m .1 v., rd 
embrace the suggested inspectorial team. 
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Impute (learning renewal) ^ service developrneni 

school education 
* youih service 

improving quality of provision 
staff developrr.cr*: 


Depute (continuing education) - 

f 

♦ 


Depute (equal opportunities) - 
Senior Depute (Policy planning) - 


Depute (Finance) 


Assistant (Research and Policy 

analysis) 


service development 

FE (also possibly post- 16 in 
schools) 

adult education 
careers 

improving quality of provision 
staff development 

Pre-5 

special education 
equal opportunities 
policy planning cycle 
development plan 

staff development (overall 
responsibility) 

budget 

resource distribution to cost 
centres 

information service 

research 

developing policy options 


po b e 
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In order both to emphasise the concentration of headquarters upon 
strategic planning and to encourage the development of a team approach 
n is suggested that the number of headquarters directorate staff should 
be reduced to the absolute minimum. Once the structure has been 
brought fully into operation, four headquarters deputes would be 
responsible respectively for quality assurance, planning and resources 
educational development and personnel. In the case of the latter three 
i eputes, responsibilities would be confined to the strategic dimensions 
o. their areas of concern. JThus, to example, the depute (personnel) 
jy puld be concerned with in duggidrelarions at regional and n^fional 
levels and with suchjnatters as regional staffing standards. IIe/sh7 
^ould have no involvement in staff appointments at anv level 
Furthennore, the delegation of responsibility not only to di vIii^naTbi^r 
to institutional level would imply a cceptance of a lesser degree of 
cons. iL ency of approach than at present. Muctofthe dep^’T^eml ' 
responsibility for ensuring such consistency would, therefore, disappear. 4 ' 


In the same way the depute (planning and resources) would be involved 
with the determination of the budget formulae underpinning the 
distribution of resources to individual institutions. The depute 
(educational development) would be mainly concerned with curricular 
strategies from pre-5 to post- 16. Each of these senior members of the 
directorate would have responsibilities covering all sectors of the 
service. In addition there would be a separate post of depute director 
( uither and continuing education) who would be concerned both with j ^ 
strategic and operational management in that sector. He/she would be ' 
supported by three assistant directors and would be responsible for 

developing the strategic plan for further education which will be required 

by foi thcoining legislation. The team could be seen as operating also in ; 
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Depute (Staffing) 


. \ l 

strategic personnel planning 
(all staff) j 

industrial relation^ 
training strategy 


Assistant (perfonnance) 

♦ 


evaluating departmental 
performance I 
inspection 


Headquarters 



a manner analogous to the territorial divisionsresponsible for operational 
management in the other sectors. 


Limitation of the responsibilities of the headquarters directorate to 
strategic management would mean that they would not require to be 
supported by assistant directors, except in the case of the planning and 
resources area where an assistant director responsible for research 
services would be required. As indicated above, however, deputes 
would have support from seconded divisional staff and through the 
normal pattern of meetings of directorate teams. It should be borne in 
mind that such changes are not best undertaken in a sudden or dramatic 
fashion. It is, therefore, suggested that the existing pattern of 
responsibilities should be assimilated to the new pattern gradually over 
a period of 2 to 3 years. The following diagram, therefore, sets out the 
position as it would be at the end of the process of change. 

Divisions 
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Proposal for Divisions 

Divisions, being of comparable sae, should have the same number of educanon officers 
and a uniform pattern of remits. The pattern of remits should be as follows. 

de q interpreting regional policy 

delivery of service 
quality of provision in the division 
divisional development plan 
co-ordination of area officers 


jjliiHiiiiiniiir f ■ 

It is agreed that the director of education should have a small unit 
working directly with him. HoweveV, it is felt that the emphasis should 
be placed upon offering the support necessary for the director to secure 
the necessary control and influence over the workings of the education 
system The unit should be particularly concerned with assisting the 
director to offer direct help to members of the public and elected 
members. It should also, as recommended by INLOGOV, seek to 
promote a positive public perception of the service. It is envisaged that 
this unit would consciously promote opportunities for senior officers of 
the education service to meet and talk to the public, parents and 
employers on matters educational. Its membership should consist of a 
personal assistant at an appropriately senior level, an officer conceme 
with public relations and clerical support. 

It is considered that the area of equal opportunities is one which should 
form a strong pan of all regional remits. It is therefore proposed that the 
senior depute director of education be given specific responsibility in the 
overall context of the council's social strategy for ensuring the 
implementation of equal opportunities. To this end a small team of 
professional staff should work with the senior depute on social strategy 
and equality issues. 

Proposal for Divisions 

The proposed remit of the divisional education officer (DF.O) isjlargely 
appropriate although the task of co-ordinating area othcers wou c 
obviously be a restricted one if these were appointed only on an ad hoc 
basis The basic structure of remits for education officers (Ep) could 
form a starting point for the distribution of remits within divtsiouB but 
account would, of course, have to be taken ot die need to deploy 
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HO (resource services)- ' budget 


* 

accommodation 

supplies 

EO (client support services) 

placing requests and appeals 
welfare 

f 

transport 

* 

psychological service 
careers service 

EO (personnel services) 

appointments and resignations 
salaries 

conditions of service 

EO (support to institutions) 

grievance and discipline 
health and safety 
training and induction 
appraisal 
school boards 
advisory service, 
curriculum development, 

INSET 

6. Personnel management 

management 

education resource service 


Tbe report consider* 2 options for the future role of the Personnel department It dismisse* 
the possibility of giving that department control of teaching and manual staff on the basis 
that it would lead to over-centralisation and inefficiency. The allcmalive option - that the 
education department should assume control over ail of its staff - is, therefore, 
recommended. This would allow the department to develop a strategic approach to the 



effectively the differing complements of EOs. In particular, it is felt 
essential that time should be provided for EOs to maintain contact with 
individual institutions, particularly in the larger divisions. Accordingly 
the remit of each officer should include maintaining contact with a 
geographical area within the division or a specified group of 
establishments. In view of the different size of divisions and the varying 
incidence of work related to the deprivation strategy it is not recommended 
t at remits should be constituted on identical patterns but rather that, 
subject to the control of the director, divisional education officers should 
have the opportunity to determine remits flexibly in the light of local 
circumstances. 

The recommended level of directorate staff for each division is designed 
to ensure parity of workload. 


6. Personnel management 

rhe general proposition that the management of all its personnel should 
rest with the education department is accepted. Detailed consideration 
of this proposition will involve the department of personnel services. 
This will have considerable resource implications in terms of the transfer 4 
of staff from the personnel department to the education department, ’it 
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management of its sLaff resources and would require it lo lake careful account of the 
implications of its decisions for all categories of staff. It would, nevertheless, be necessary 
to ensure that comparable conditions and approaches were maintained across the region so 
the Personnel Department would remain responsible for policy development and the 
Education Department would require to report to the Personnel Services Committee, where 
necessary, on non-teaching staffing matters. 

A change in the balance of responsibilities between headquarters and divisions is suggested 
with greater delegation of control of personnel matters lo the divisional tie*. Headquarters 
would remain responsible for co-ordinating policy and transmitting information, developing 
overall methods of allocating staff and maintaining statistics. Divisions would have their 
own staffing budgets and a considerable degree of discretion concerning their use. 

It is also recommended that, both at headquarters and divisional level, integrated personnel 
sections should be established. The divisional units would have considerable responsibilities 
for industrial relations, health and safety and training programmes. 

7. Compulsory competitive tendering 

The 1988 Local Government Act requires local authorities to compete for a range of services 
through compulsory competitive tendering. These services will include cleaning of schools, 
catering, ground, maintenance, vehicle maintenance, and leisure services. 

Competitive tendering will require:- 

1) adjustments lo the organisational authority to ensure separation between client and 
contractor roles, 

2) development of data banks for tendering, 

3) development of systems for managing contracts, 

4) appropriate reporting to members. 

A number of important decisions have already been taken. Relevant to education are the fact 
that separate DLOs have been established for cleaning and catering. Education has been 
established as the client for all catering services. 

The report considers in detail the work that requires to be undertaken before the new legal 
obligations can be meL It concludes that there is a need for greater urgency. 



may also have accommodation implications in that some divisional 
education offices may not have the necessary space available. This 
matter will be discussed both with the personnel department and with 
divisions in the very near future. 


7. Compulsory competitive tendering 

The report ’s recommendations have been largely overtaken by subsequent 
developments. It is suggested, therefore, that tins part of the report 
should merely be noted. 
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Consultants' Recommendations 

In addition, ii makes the following recommendations for the longer Lerm:- 

1) There is a case for integrating the separate cleaning and catering DLOs. 

2) The catering client function should be separated from education. 

3) The client function might be established as a separate unit or alternatively be 
associated with the Supplies Department 

8. Future committee structure 

♦ 

The future management of the education service must take into account the manner in which 
elected members organise themselves. Consideration needs to be given to:- 

future committee structure 

committee process i 

members' support services 

I 

political organisation and culture 

Committee Structure r 

Consideration should be given to enhancing the profile of community development policies 
by creating a regional committee, possibly replacing the Policy and Resources sub- I 1 2 3 4 5 
committee on Strategy. The existing divisional community development committees would 
continue as sub-committees of this new committee. 

I 

The sub-committees of the education committee should be reorganised so as to reflect the 
need for strategic policy development The following sub-committecs would be required:^ 

1) strategy - lo be responsible for clarifying priorities and to have oversight of the 
implementation of the social strategy in education. 

2) performance - to review the quality of the educational service. 

3) equal opportunities 

4) continuing education 

5) learning renewal 



8. Future committee structure 

Decisions regarding the committee structure are primarily for members 
themselves to determine. The department would, of course, seek to 
ensure that any agreed structure was supported as effectively as possible. 
It is suggested, however, that the proposed structure of sub committees 
(which would, in fact, number 7) is unduly complex. There may be a case 
for having ‘strategy' and ‘performance’ sub-committees. This, however, 
is a matter for political determination. 
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In addition there should be Finance and Genera] Purposes sub-committee to deal with routine 
business. Other business might be delegated la officials. 71*: chairman's sub committee 
should be renamed the Urgency subcommittee to clarify its role. At divisional level 
education liaison committees should be re-established. 

The Committee Process 

There is a need to clarify rfiles and responsibilities regarding the composition of the agenda 
and the pre meeting process. 


There is a need also for a system of monitoring the progress of business referred by the 
committee. A brief progress report should be a standing item on each agenda. 


Consideration should be given to having discussion at the full Education Committee only of 
key items dealt with by sub-committees. 


Committee reports should be written in plain English and the front page should give a brief 
summary, the name and telephone number of the official responsible and the electoral areas 
affected by any proposals. 

Members' Support Services 

Consideration should be given to:- 

1) establishing a members' secretariat . 


using this secretariat as a point for referring members* enquiries to service 
departments. 


2 ) 

3) giving further training to members. 
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The recommendations concerning the format of papers are accepted and 
will be implemented administratively. 

i 


Frank Pignatelii 
Director of Educatioi} 
March 1989 
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Recommendation 


Action Required 

Approval 

Required 

Timescale 

To adopt a “Statement of Mission” 
(para 2.1) 

Draft statement appended to implementation 
paper (Appendix 1) 

Submit draft statement to education 
commiuee 

Committee 

Summer 1989 

f 

To publicise the aims and objectives 
of the education service f 

(para 22) 

(a) Communicate aims and objectives to 
parents, employers and the general 
public 

Publicity campaign following approval of 
statement of m ission 

Director 

After approval of 
statement 

(b) Communicate aims to departmental 
employees 

Alter emphasis of staff development 
programme 

Director 

Ongoing 

(c) Increase direct contact with the public 

i 

Higher departmental profile at public 
meetings etc 

Director 

Ongoing 

(d) Participate positively in school boards 

Training for head teachers, school board 
members etc 

Director 

Ongoing 

To improve communications 
(para 3.1) 

(a) Improve contact with the public, person 
-U> person, by telephone and by letter 

Implement appropriate staff development 
programme 

Director 

Autumn 1989 

(b) Extend participative management 
within the whole education service 

Appoint officer group to make 
recommendations 

Director 

Report by 

Summer 1990 

(c) Involve the public for example in 
school boards 

Provide training for school board members 

Director 

Ongoing 

l 

(d) Initiate consultation on major issues 
through seminars for senior staff and 
trade union representatives 

Discussion with relevant staff 

Director 

t 

Ongoing 

* 

- \ 

4 

♦ 

i 
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Recommendation 

y 

Task 

« 

Action Required 

Approval 

Required 

Timescale 

To establish a management 
information and research section 
(para 3.2) 

(a) Combine the existing research and 
intelligence and educational computing 
support units 

Proposals being developed by officers 

Director 

Summer 1989 

(b) Develop a research facility 

Proposals being developed by officers 

Director 

Summer 1989 

To develop performance indicators 
(para 3.2) 

Analyse means of identifying and promoting 
efficiency and effectiveness 

Officer group established to consider and 
report 

Director 

In progress 

Committee lo 
approve performance 
indicators 

Summer 1990 • 

To develop a tier of strong 
institutions (para 34) 

(a) Extend the powers of schools boards 

Director to develop proposals 

Committee 

Autumn 1989 

! 

(b) Introduce a system of local financial 
management 

Pilot scheme being developed for 
implementation 

Committee 

Summer 1989 

To prepare a development plan 
(para 3.4) 

Seek development plans from each sector of 
education 

Officer group to consider way forward 

Director 

Summer 1989 j 

1 

To develop a culture which values 
all staff (para 3.5) 

(a) Extend equal opportunities 

Equal opportunities team to be established 
shortly 

Director 

Immediate 

i 

Equal opportunities guidelines to be issued. 

Director 

Immediate 


V 

\ 

(b) Improve management 

Implement directorate staff development 
programme. 

Director 

Summer 1990 



Alier nature of directorate meetings 

Director 

Acticn already 
l; ken 

♦ 
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Recommendation 

. Task 

Action Required 

Approval 

Required 

Timescale 


(c) Team build 

Set up inter-disciplinary groups for policy 
development wherever possible 

Director 

Immediate 

(d) Offer staff development opportunities to 

all 

Identify individual staff development needs 
and strive to meet them systematically 

Director 

Ongoing 

(e) Communicate to all staff, internally 

Develop internal staff newsletters, commu- 
nication opportunities. Group to consider. 

Director 

Summer 1989 

1 To secure better monitoring of 

quality (para 3.7) 

(a) Establish quality assurance unit 

Proposals contained in implementation 
paper 

Committee 

1 A 

Summer 1989 

(b) Set up inspectorate 

Detailed proposals to follow approval of 
quality assurance unit 

Committee 

Summer 1989 

[c) Introduce self-evaluation 

Proposals already approved 

Committee 

Already approved 

i'd) Introduce appraisal, initially at 
directorate level 

Officer group to consider and report 

) 

Committee 

Summer 1990 ( 

To establish a cycle of strategic 

management (para 3.8) 

Consolidate existing procedures 

Administrative action 

Director 

Ongoing 

To establish clear mechanisms for 

strategic management (para 4.1) 

Distinguish between strategic and 
operational management 

1 

Member/officer group to agree definition 
and discuss implications 

Committee 

Summer 1989 

To establish strategic function of 
headquarters (para 4.1) 

Revise headquarters directorate structure 

. \ 

Committee to consider proposals in the 
implementation paper. Subsequently, ail 

HQ posts except director to be filled by 
open advertisement with redeployment as 
necessary ► 1 

Committee 

Committee 

i 

Summer 1989 

Serum dep ile post ■ 
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Action Required 

Approval 

Required 

Timescale 

Community education to be a 
guiding principle rather than a 
separate service (para 5) 

(a) Creaic education in ihc community as a 
major value 

Ideas reflected in the draft statement of 
mission 

Committee 

Summer 1989 

(b) Most community education functions to 
bjp operated divisionally 

Member/officer group already established to 
consider future structure of community 
education 

Committee 

In progress 

To retain existing strategic 
management structure for further 
education (para 5) 


No action required 



To extend education department 
responsibilities to APT and C staff 
(para 6) 

Establish a unified personnel remit within 
the education department 

i 

Detailed proposals to be generated through 
discussion with the personnel department 
following approval in principle. 

Council approval 

in principle 

Summer 1989 

Director to develop detailed proposals 

Council 

Summer 1990 


\ 

\ 


Frank Fignatclli 
March 1989 


